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ABSTRA,CT , ^ . ^ ^ ' ^ . -V 

Upper- lejel universities (offering only' junior , ; 
senior,* and graduate programs) have^ been .developed* id* the last ten 
years and are relatively small in sizer The faculty and \ ' , 

administration have been drs^vn from traditional university . \. 

exfperiences. This paper examines t*Wo characteristics commonly held by , 
all universities: the practice 6t jiniversity governance ania tfie 
concept of faculty tenure, flbile it' is conceded that gc^vern^nce truly 
rests in the Board of Regenjts,^ disagreement occurs in the discussion 
of the formalized process of goyernanC©. An examination ^o'f the ba-eis 
of faculty tenure shows that it is awarded in recognition of 
prpmi^ing scholatshipr teaching, and research and designed tp^ allow 
the scholar to proceed with^his investigation without^ being fettered , 
with conqems arising from loss of job and salary unless' unusual ^ . ^ 
charges, could be established aga^^nst iim^ Dppef-level institutions 
have an opportunity to practice geq^al goYfrnance^ blurring ^ 
distinction between faculty and administration. Administrative"' 
activities can be justified as tenurable for JEaculty. (JHP) 
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•ENIGMAS. OF UPPER LEVEL lINlVSR^JTIES.: . 
UNIVERSITY* i?OyfRNANCE AND FACULTY tENURE 





. For the new upoer leve'l uniVersiti_es,. two policy (tects-fens-^ta^out as 
beinq fundamental to the nature of the lostitution. UnTike .nrastTTistHutldiis 
"CO 'of tiigher education-, the new- upper level institutions (offering only junior, 
Jjft^ -S^niDjr, and graduate orograms) are all ci^.tencler age, tjje" oldest bfeing less , 
O than ten ye'cfrs Old and the. majority being less than five years old: Most, are 
<,;*qOite smail!, numbering students in the hundreds or, for even the JaVgest, in 
T^fe%rit>w,thousafids. * • ■ ' . .. 

<^ rf - ^ . " . ' - ■ 

^ I Jhough IJhese new institutions usually were created to satisfy certain - . 
.student poDulations without the costly'tSuplication of the- ph;/sicaV pi-ants of 
junior^.col leges, it generally was. agreed. that these, new types of- institutions 
should provi'de a place for evaluation of idea?, techniftues, and programs which 
have difficulty .surfacina in the halls- of -the. more establi she'd,' tradition-bound 
institution.' Ili was, and is, hoped th^t benefit of the experiences of upper . 
level universities will accrue~to~^he ''traditional'' institutions- However, 
facility come' from "traditional" universities,, accreditation teaips are accustomed 
to 'Itraditional" universities and administrative patterns- are being developed 
by administrators who found they were themselves devel opted at "traditional" uni- 
versities. Suddenly, ai^ almost naturally, upper level institutions fijid them7 
selves modeled after one', or several, very well estabTished universities. 

^ WhiT^ this is not alto.geth.er bad, it does alloi^, by easy osmos,is, the , .• - 
* . casaal ignoring of some issues and questions which could be substemtially 

ad4ressed'in the setting of upner level universities. 
' •' .>' -' * - , . 

> ."-Thi^' paper" is devoted to the examination of two charScterfstics commonly 
held* by all univers-ities: The practice of university governance and the concept 
of faculty tenure'. ^ At issue immediately is fji^ question of "who governs?" While 
nearly all concede quickly thaX governance, truly rests in the Board of Regents-,, 
agreemeh£ quickly -separates' among those who attempt to. formalize the processes 
"of university governance in today's univerlffies. It seem^,.clear that ci funda- 
- mental difference, as- to who governs, ,eXi?ts between those who favor "faculty" 
governance and. those i^ho favor some other practice. 



_Ji^s at this point. those who seek "faculty" governance, 'or governance {)y 
facuj-ty, subscribe to. a philosophy ^hat t)ffefs' several surprising' ramifications.- 
^fffor a moment, we were to assume that the faculty, taken collectively, 'really 
* are. of what tfife university consists, then the other resources such as buildings 
and bookSv are provided as necessary support to enhance and sustain the ftieeting 
of faculty .and student. The'^administratiorTTs "to provide that which/is needed 
to mdke most advantageous the meeling be.tween faculty and student, Adminisr_ 
tration, if appropriately active,, is to implement policy developed by the faculty 
and approved by the governing board. Moreover, cer^tain management arid -official 
reporting is-fleces|ary and certain non-'f^cuTty functions f^ll to thejidministrator. 




Though the theory may seem sound, casual observance of existing institu- 
tions Suggests another mode of operation is that which is practiced. For 
instance", recently. a Preside.nt has been dismissed at the Universi.ty of Texas; 
Jthe Faculty Senate met in august fashion to "deplore" the action: In actions 
of less concern, such as packing fees, graduq.tion procedures, admission poli- 
cies, and many others, recent. years have o'f fared one example after another, of 
university ^(faculty) senates lfir€rting~io_||^epl ore" -action taken by University 
administration.. 



Now hov/ is it to be in these new upper l^vel instifutions? These are the 
institution's whose faculty come prfmarily from an experienpe that suggests 
... (i) faculty are to teach', research, and'conrnit^eeV witnl||p"edu6ed teaching 



ItKtxiTHSul.tinq from syccessfully- participating in the i%te<* tv/o, (ii) faculty.^ 
senates generally -are ineffectual groups, initiating little^ '^deploriag" muth, ^ 
•.^and contributing Ij^ttle^ ■ . " ' '% " . 

Administrators, in the experieju:e of both upper level institution faculty . 
and administration, surprise '-no one if thev function as do administrators of^ 
establisHfid institutions. Indeed, arguments can he mounted that suggest new 
inst-itytipns .demand strong leadership.; Somehow leadership and admi ni strati ptu 
nearly alWSjq^re identified as one; hardly ever is the faculty looked to/or '* 
' leadership. ' • \ • . i " , ' i 

- * To focus the issues of university govern'ance and :f acuity tenure, let us 
first examine. the b&sis of faculty tenure; th&t is,, for What i5.j't granted? 
^ It seems rather universally agreed that tenure is a condition which can develop 
into an afflicationj however, it is awarded 4n recognition of (iromising'^holar- 



ship, teaching, and Research and designed to aljlow^the scholar 
h.is investigation without. being fettered with concerns arising^ 
'and salary imless unusual charges could be established , against 
charge is tpat of incompetency. 
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n or' are awcirded,, faculty tenure on the basis of 
and university service. In the established 



'Ther^, 'exist those jwho earn, 
success in teaching, research, 

institution, tile order is often research, teaching, and university service; 
perhaps because" research is more, easily >val uated than teaching and univer^sity 
service is often hardly more than a negligible influence! However awarded, 
it always is a sad 'time in those, instances that a tenure'd facu]. tyjneSmber "goes 
inactive." So many, either by loss of interest, diversion elsewheFeT-or for., 
other reason?, 'simply, cease those activities for which they were -granted tenure. 
Though many deteriorate to just "meeting class" . some do so flagrantly,' by sell- 
ing insurance on. the "side, or by, almost retiring though still meeting classed 
adequately. 'Jho'se who take up other activities, cllarly identified as non- 
faculty activities, perhaps are despised the most by the faculty ill general . 
Those^who clearly consult "too much" or allow hon-fScuTty fictivitie^ to cojisume 
„opinly extreme -amounts of their time thereby efcfectively discard trfe academic 
mantle, >a ■ • ' ; ' 

Consider the faculty member who i,s invited into, an adnyinistrative rdle. 
He, as clearly as .the faculty member who becomes an insurance agehl, oh the side,-^ 
has forsaken dedication to thos^ activities pn which. tenure is to b'$, or was, 

< ' - • 4 . . 
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• ' ' . . ■ . ! •• 

granted. These activities, of an administrative -nature, if continued too long, 
can send the faculty member'who becomes an administrator back to Jiis academic 
division years later .as an academic cW^le, neither— desixeri^ nor accepted, /and 
st)meti.mes barely tolerated, t^- - . • ^ 



.Obviously, it is critical as "to whether ,adm.1ji4^tra£ive ff^ ^^^ fariilt.y _ 
.tenurer -^f successful performance of adminisir^ttive. duties .:d0&s -roertt^lteTty 
tenure, the issue of uni-ver^443^:^venidiic?^^^ee©raes fuz?y indeed bet^eein adin-ini- 
s.tration and faculty. If administrative duties.do n6tnnert%--fa£«Uy tenure " \ 
(irvdeed, it is almost ax iomati-c; thai performance of administrative dtit^^ destroys 
the caoabil i'ty to perform tenurabl-e acaHMticzfoncfel^ftirexcgp for the most" unusual 
and almost unique people)^ the lines are severely drafwn between "faculty" and 
"others" over the "oaestion of university governance. ,\ 

A ■■ - 

Upper level institutions, being^ small institutions, have an opportunity to 
practice general qovetnance, blurring distinction between faculty .and administra- 
tijon.. . To" accomplish th.is, faculty must be convinced that typically administra- 
tive chores wilt be. recogni.zed as "tenurable" activities. . If^ however, these 
acti.vities'are not deemed scholarly^then faculty */ill be" difficult to convince 
that much oositive attention should b&^irected toward them. Administrators 
will be left to "administer" and ^faculi^left to "faculty things" just as normal 
t\^ditio.nal universities pepfgrmJ '* ■ ' ^ ^ . 

rC^hile tenure^ generally is .^considered to be of life-long duration, it perhaps 
is iposS<ble that a basis for discontinuance of tenure is the willing acceptance 
by^frHn43^idual /Of assignments which are clearly at a cost of the practice of 
.those activities( for which tenure is granted. If, administration', in today's 
' urii vers i ties, "amounf^s to ^colleption of duties jfor which tenure is n'ot to be 
granted,- then the logicaJL_cbnclusion which fdllows-fs that-perforro"^^ admini- 
strative dutfes^should come,^ter ^11111.6, at a cost of- faculty ^enurei^ — ^ 

It seems 'reasonable to predict that' upper' level uiinversitiesjwT^+-i^^ 

the- behavior of established universities. That is, administrators wil1--ha4^£L___ 
gained tenure as. faculty and continue to' hold it as administrators, or else gain , 
tenure as administrators for the performance of assignmehts which clearly are^ 
inot scholarly "or acceptable as a .basis, f or tenure . Should this occur,' faculty . 
. tenure wil.l 'be for upper level about as it.,is for established institutix)ns^._ 

■ • 

However, two other options are available, dealing at once with "both issues , 
of faculty tenure and university governance. Administrative, activities can be 

• distinauished to a point of justifying tenure" for faculty, if practiced effec- 
. tivel'y. Thii^wduld allow "governance" of- a modern university to more nearly 

re'semljle that of the smaller universities which existed berfore 1940. Or^ a 

• fatuity mem'beni upon assuming an administrative post can, after a period of 
something sucR, as five years, relinquish tenure. Possibly this person § func- 

• t'ion.as an administrator then might be judged on th'e basis of how effectiye.ly ^ 
•he imp! ementedi policy developed by faculty. Or, sqjch an administration migh;j^- 

• attempt to be quite dictator-ial and ^elf^perpetuating. In_any case, upper^ ^' 
level inslritutions do have the opportunity tO' evaluate the worth of a 
"non-tenured" administration, or a faculty which can gain tenure for • 
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administratiive duties and chores. Perhaps, eveft the most establHshed insmutions 
can learn from the experience of these, new breeds, the^per level universuies. 



*D. Reginald Traytor, Chancellor 
University of Houston yictorta Campus-' f^' 
February 1975 . • ' . 
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